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Effective	Strategies	 		Strategies	 %	 n		Developing	Staff	 100.0%	 6		Enhancing	the	University	and	Community		 100.0%	 6		Setting	Goals	and	Objectives	 83.3%	 5		Communicating	Effectively	 66.7%	 4		Implementing	Code	of	Conduct	 	33.3%	 	2		Developing	Personal	Philosophy	 16.7%	 1		 	 			Developing	Staff		 One	of	the	most	prominent	strategies	effective	in	building	a	strong	organizational	culture	in	athletics	is	developing	the	staff	and	those	working	in	the	athletic	department.	It	was	the	one	strategy	that	was	consistent	across	all	participants	in	some	way	(n=6,	100%).	From	hiring,	enabling,	delegating,	aligning,	supporting	or	training,	the	staff	is	one	of	the	primary	areas	that	helps	create	the	culture	and	establish	it	at	each	individual	institution,	starting	with	the	athletic	director.			 Beauregard	immediately	discusses	the	idea	of	surrounding	yourself	with	good	people,	especially	those	with	stronger	talents	than	the	athletic	director.	The	senior	leadership	at	Western	Michigan	has	been	together	for	over	twenty	years,	making	for	a	very	
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unique	situation	that	fosters	the	culture	they	believe	in.	When	Beauregard	is	hiring,	she	does	not	use	search	firms,	since	she	knows	best	what	their	culture	is	like	and	hires	with	those	values	in	mind.		 Burke	focuses	on	getting	to	know	people	and	spending	a	lot	of	face	time	with	them,	early	on.	He	recognized	that	people	want	to	talk	and	share	things	that	are	important	to	them	regarding	athletics	or	academics.	The	staff	must	be	engaged	in	what	you	are	trying	to	accomplish	and	so	it	takes	time	to	get	staff	alignment.	Getting	the	people	on	board	is	key,	but	once	you	have	that,	you	can	achieve	the	goals	of	the	organization.		 Cunningham	started	immediately	developing	and	involving	the	staff	when	he	took	the	position	as	athletic	director.	The	entire	department	was	surveyed	to	gauge	the	issues,	challenges	and	successes	of	the	athletic	department,	and	almost	100%	responded.	Staff	members	were	prideful	and	loyal	to	the	department.	Each	year,	these	characteristics	of	the	staff,	including	consistency,	customer	service	and	focus,	are	measured	to	ensure	the	culture	is	where	it	should	be.	In	addition,	an	onboarding	process	has	been	instituted	to	ensure	new	employees	and	hires	understand	the	values	and	mission	of	the	athletic	department.		 Currie	discussed	starting	from	the	inside	out	and	making	sure	the	culture	is	unified	by	meeting	once	a	month	as	an	entire	department.	The	staff	must	be	ambassadors	for	the	department	out	in	the	community.	This	is	done	by	intentionally	getting	the	organization	together	and	walking	around	interacting	with	those	in	the	department.		When	it	comes	down	to	it,	50%	of	Currie’s	time	is	spent	with	relationship	development,	and	that	includes	his	staff.		 McCaw’s	top	priorities	involve	developing	the	staff	through	leadership	training,	professional	development	and	team	building.	There	is	also	a	personnel	plan	that	fits	with	
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the	departmental	culture	and	the	things	they	are	trying	to	accomplish.	From	leadership	training	segments	for	the	senior	staff	once	a	week	to	professional	development	once	a	month	to	community	service	as	a	whole,	the	staff	is	being	developed	to	strengthen	the	culture.	Then,	incoming	personnel	is	hired	based	on	three	C’s	–	character,	competency,	and	chemistry.	Staff	is	a	priority	for	building	the	organization’s	culture.		 O’Brien	is	another	firm	believer	in	surrounding	himself	with	a	great	staff	and	encouraging	teamwork	to	develop	the	athletic	department	culture.	From	the	beginning,	the	executive	team	and	other	staff	met	with	O’Brien	to	discuss	the	current	state.	From	there,	the	culture	can	be	created	by	focusing	on	having	the	right	personnel	and	getting	buy-in	by	locking	arms	to	improve	athletics	at	Toledo.	O’Brien	understands	it	is	not	a	one	person	show.	Communicating	Effectively		 Communication	is	another	effective	strategy	in	building	the	organizational	culture,	whether	it	is	communicating	with	the	staff,	university	or	community	(n=4,	66.7%).		 To	Beauregard,	communication	must	be	intact	and	strategized	in	all	areas	of	the	athletic	department,	university	and	community.	It’s	important	to	keep	everyone’s	goals	and	objectives	at	the	forefront	of	what	the	department	is	doing.	Through	that	communication	piece,	it	also	helps	the	athletic	directors	be	aligned	with	the	president	and	university.		 Burke	communicates	through	letters	to	the	president	and	university	at	large	regarding	athletic	department	achievements	and	plans	for	the	upcoming	year	to	keep	everyone	informed	regarding	the	current	objectives.		 Currie	lists	that	communication	is	among	five	basic	priorities	for	each	day,	but	emphasizes	that	communication	is	THE	most	important	thing	he	is	doing	daily.	It	is	a	part	
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of	making	every	other	aspect	effective.	This	is	achieved	by	daily	news	releases	to	the	public	and	even	letters	from	the	desk	of	the	athletic	director	often,	sometimes	weekly,	although	there	is	not	a	set	schedule.	The	desire	is	for	all	of	the	staff	to	be	able	to	effectively	communicate	about	Kansas	State	athletics.	Currie	also	spent	his	first	60	days	on	campus	meeting	in	every	dean’s	office,	the	chief	of	police	office	and	in	coaches’	offices	to	foster	the	communication	between	athletics	and	the	university.		 At	Baylor,	McCaw	will	use	the	weekly	and	monthly	staff	meetings	to	disseminate	information	and	revisit	the	department’s	core	values	to	ensure	that	all	are	aware	of	what’s	happening.	Communication	skills	are	essential	for	his	role	in	leading	the	athletic	department.	Setting	Goals	and	Objectives		 Another	effective	strategy	is	implementing	goals,	annual	objectives,	and/or	strategic	plans	in	an	athletic	department	to	build	the	organizational	culture	(n=5,	83.3%).		 In	order	for	Burke’s	athletic	department	to	get	where	they	want	to	be,	they	must	define	the	goals	they	hope	to	reach.	Annual	objectives,	that	are	much	more	metric	driven,	are	set	every	year	to	assist	in	reaching	those	goals	as	an	athletic	department.	There	must	be	measurements	like	rolling	three-year	plans	that	are	put	together	for	the	different	areas	within	the	organization,	and	they	are	created	by	the	staff,	not	Burke.	There	are	also	performance	reviews	for	each	employee	which	enables	them	to	set	objectives	for	the	year	to	come	and	then	re-assess	throughout	to	make	sure	they	are	accomplishing	those	objectives.	For	Burke,	it	is	as	simple	as	PDCA	–	plan,	do,	check	and	act.		 Shortly	after	Cunningham	arrived	to	the	University	of	North	Carolina	at	Chapel	Hill,	a	team	was	put	together	to	organize	a	strategic	plan	that	would	guide	the	organization.	
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With	the	responses	from	the	rest	of	the	staff	about	the	state	of	the	department,	the	strategic	plan	was	implemented	because	it	allowed	the	athletic	department	to	“Verbalize	your	mission,	your	vision,	your	values,	and	then	allocate	your	resources	based	on	that	set	of	criteria	you’ve	developed”	(Cunningham,	2016).	Once	in	place,	the	department	could	work	against	the	plan	and	measure	the	departmental	culture	to	ensure	that	they	continue	to	move	forward,	even	though	they	are	already	very	good.		 Currie	notes	that	their	strategic	plan	boils	down	to	the	vision	and	five	core	goals	of	the	athletic	department.	While	they	do	have	a	strategic	plan,	the	emphasis	is	on	their	vision	of	“being	a	model	intercollegiate	athletic	program”	and	those	objectives	are	listed	on	a	small	pocket-budget	card	to	be	carried	around	by	each	athletic	department	member.			 Upon	McCaw’s	arrival	at	Baylor,	a	strategic	plan	was	formulated	and	a	vision	was	developed	for	the	direction	of	athletics.	Within	that	plan	are	five	over-arching	goals	and	then	action	plans	under	each	for	the	department	to	focus	on.	Each	time	there	is	a	staff	meeting,	those	goals	and	values	are	discussed	to	make	sure	they	permeate	the	department	and	act	as	guide	to	move	forward,	which	McCaw	describes	that	Baylor	has	been	very	effective	in	doing	that.		 O’Brien	set	specific	goals	for	different	areas	within	the	department	from	fundraising	to	marketing	to	ticket	sales	when	he	started.	Over	the	course	of	time,	goals	have	been	set	that	fall	under	the	threefold	culture	of	academics,	social	and	competition.	Those	items	are	often	mentioned	by	O’Brien,	even	to	prospective	student-athletes	and	employees,	to	reiterate	the	organizational	culture.			
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Enhancing	the	University	and	Community		 In	trying	to	implement	a	strong	organizational	culture,	these	athletic	directors	(n=6,	100%)	found	that	a	strategy	that	is	effective	is	enhancing	the	university	and	community	around	them.		 Beauregard	prioritizes	the	university	and	community	in	shaping	and	implementing	Western	Michigan’s	departmental	culture.	With	relationships	and	support	of	the	presidents	over	the	course	of	her	career	as	athletic	director,	there	is	an	understanding	that	athletics	is	the	front	porch	of	the	university.	For	the	past	twenty	years,	one	of	their	primary	events	each	year	is	“CommUniverCity,”	an	event	for	the	community	and	university,	along	with	the	first	home	football	game,	that	hosts	15,000	people.	The	entire	athletic	department	is	committed	to	the	community	and	community	service.		 Student-athletes	under	Burke	have	really	gotten	involved	with	community	service	and	have	begun	organizing	inclusive	large	activities.	For	instance,	on	Martin	Luther	King	day	the	student-athlete	council	arranged	community	service	activities	for	all	teams.		Cunningham	is	a	firm	believer	that	athletics	is	designed	to	enhance	the	university’s	education	profile.	Athletics	should	play	a	role	in	building	a	sense	of	community	and	pride,	but	it	is	not	the	most	important	thing	to	the	university.	Instilling	that	in	the	rest	of	the	department	and	campus	helps	defines	the	culture	and	direction	of	the	athletic	organization.			 Currie	prioritizes	enhancing	and	communicating	with	all	of	their	constituents	–	campus,	community	and	state.	When	any	member	of	their	athletic	staff	is	out	in	the	community,	each	is	recognized	as	the	face	of	“K-State”	athletics.	The	community	is	engaged	through	Currie’s	daily	news	reports	and	letters.	Another	aspect	of	college	athletics	is	that	it	tends	to	silo	itself	from	the	university	or	community.	Currie	saw	the	importance	of	
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Personal	Development	 		Item	 %	 n		People	Skills	 100.0%	 6		Continual	Learning	 66.7%	 4		Personal	Mission	and	Goals	 66.7%	 4		 	 		
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People	Skills		 In	an	effort	to	continually	develop,	personally,	these	athletic	directors	(n=6,	100%)	put	a	strong	emphasis	on	people	skills.	Beauregard	has	an	open	door	policy	within	her	department	and	also	spends	time	attending	practices	and	games,	talking	to	coaches	and	listening	to	student-athletes.	She	says,	“you	learn	a	lot	that	way	by	doing	it”	(Beauregard,	2016).	Burke	prides	himself	on	getting	to	know	as	many	student-athletes	and	staff	members	as	he	can,	while	also	attending	practices	almost	every	afternoon	around	the	same	time.	Feeling	that	he	is	approachable	is	important	and	showing	that	he	cares	about	the	individual.	Cunningham	spent	time	observing	others,	during	the	early	years	of	his	career,	to	determine	his	own	leadership	style	and	philosophy.	Currie	explains	that	he	was	blessed	to	work	for	high	integrity	people	throughout	his	career,	which	has	lead	to	his	growth.	He	focused	on	supporting	those	around	him,	and	now	his	goal	is	to	make	the	president’s	life	better.	McCaw	tries	to	“Spend	a	good	amount	of	time	networking	with	colleagues”	because	“you	can	certainly	learn	a	lot	from	each	of	them”	(McCaw,	2016).	O’Brien	has	developed	from	having	mentors	and	creating	the	mindset	within	the	department	to	focus	on	teamwork.	Locking	arms	with	the	team	around	you	is	important	and	also	learning	to	be	cohesive	across	campus.	Continual	Learning		 Another	way	to	develop	personally	and	professionally	is	to	continually	learn	in	different	areas	(n=4,	66.7%).	Beauregard	shares	that	she	takes	part	in	the	professional	development	within	the	business	by	attending	NACDA	and	serving	on	committees	and	councils	for	the	NCAA.	Uniquely,	she	focuses	primarily	on	interactive	learning	and	communication.	She	spends	time	studying	press	conferences	from	the	corporate	world,	
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while	also	reviewing	and	learning	from	her	own	speeches	and	interviews.	Burke	states,	“You	can	never	stop	learning.	You’ve	got	to	read”	(Burke,	2016).	While	he	does	not	put	a	set	standard	for	how	much	he	reads,	it	is	the	continual	desire	to	learn	that	is	essential.	For	Cunningham,	reading	is	something	that	he	has	developed	to	do	over	time	as	a	way	to	learn	and	grow,	although	he	was	not	much	of	a	reader	when	he	graduated	from	college.	McCaw	is	a	big	believer	in	reading	leadership	books	as	a	way	to	grow	and	challenge	himself,	professionally.	In	addition	to	that,	he	also	tries	to	continually	learn	by	attending	professional	development	opportunities,	like	NACDA,	to	make	sure	he	is	exposing	himself	to	“Understand	the	cutting	edge	from	a	professional	standpoint”	(McCaw,	2016).		Personal	Mission	and	Goals		 For	some,	continuing	to	develop	professionally	and	personally	means	developing	a	personal	mission	and/or	goals	(n=4,	66.7%).	Cunningham	spent	time	observing	the	people	he	worked	with	in	athletics	and	considering	his	leadership	style	to	determine	a	philosophy	that	fit	him,	personally,	which	is	a	value-based	philosophy.	He	says,	“I	value	education.	I	value	athletic	opportunities.	There	are	a	million	ways	to	get	there,	but	I	do	not	deviate	off	those	fundamental	values”	(Cunningham,	2016).	Along	with	his	philosophy,	he	made	a	list	of	goals	in	1995	of	things	he	wanted	to	participate	in	and	spectate	every	ten	years	until	he	was	sixty-five	years	old.	It	is	shocking	to	him	how	many	have	come	to	fruition.	He	also	does	annual	plans	for	himself	and	family.	Currie	has	grown	by	focusing	on	the	immediate	job	at	hand	and	being	sequential	in	his	goals.	To	him,	the	next	step	was	the	main	emphasis.	McCaw	has	a	personal	mission	statement	for	himself,	which	is	something	that	he	holds	himself	to.	Along	with	that,	he	created	a	“Statement	of	roles	and	goals”	to	categorize	all	aspects	of	his	life	(McCaw,	2016).	With	that	in	mind,	he	has	set	objectives	that	will	
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continually	move	him	in	a	positive	direction.	O’Brien	looks	back	on	how	his	parents	treated	others	with	respect	to	develop	his	own	personal	philosophy,	“You	treat	people	how	you	want	to	be	treated”	(O'Brien	D.	,	2011).		
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CHAPTER	5:	DISCUSSION	AND	CONCLUSION	In	order	to	gain	a	better	understanding	of	the	effective	strategies	in	building	a	strong	organizational	culture	in	intercollegiate	athletics,	the	interviews	were	done	to	gather	unique	perceptions	and	information	from	the	six	participants	that	could	not	be	gathered	otherwise	from	previous	research.	Ultimately,	the	data	and	findings	from	the	interviews	were	used	to	answer	the	research	questions	and	accomplish	the	purpose	of	this	study.	To	reiterate,	the	research	questions	are	as	follows:		[RQ1]	-	What	strategies	do	these	athletic	directors	perceive	as	being	effective	in	building	a	strong	organizational	culture?				[RQ2]	–	How	do	these	athletic	directors	implement	these	strategies	within	their	own	athletic	department?	[RQ3]	–	What	do	these	athletic	directors	do,	personally,	to	create	their	own	vision	and	proactive	behavior?	Do	they	develop	certain	goals?	Mission	statements?	Values?	This	chapter	will	be	used	to	build	on	the	key	findings,	presented	in	the	previous	chapter,	and	assist	in	further	answering	the	research	questions	listed	above	by	discussing	further	details	from	the	interviews	along	with	the	literature	reviewed	in	chapter	2.	
Effective	Strategies		 Before	getting	into	the	specific	strategies,	a	brief	review	of	the	leadership	theories	and	past	athletic	organizational	culture	foundation	are	important	to	discuss	in	order	to	determine	how	these	strategies	relate	to	the	past	research.	As	the	leaders	of	the	
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organizations	shared	their	perspectives	on	how	they	implement	their	culture,	they	clearly	have	influence	in	dictating	the	direction	it	will	go.	It	is	commonly	accepted	that	the	organizational	culture	is	created	and	influenced	by	the	leader	(Bass	&	Avolio,	1993;	Burton	&	Peachey,	2014;	Schein,	1992;	Schein,	2004).	These	leaders	can	fall	under	two	types	of	leadership	discussed	earlier,	transformational	and	transactional,	or	even	be	a	combination.	Regardless,	this	is	generally	how	others	will	perceive	the	athletic	director	and	act	as	a	result.	The	transformational	leaders	will	raise	those	members	around	them,	and	vice-versa,	to	“higher	levels	of	morality	and	motivation”	(Burns	J.	M.,	1978,	p.	20).	Leaders	recognize	the	needs	of	their	staff	over	short-term	goals,	which	causes	the	staff	to	accept	the	leader’s	vision	and	perform	beyond	expectation,	thus	creating	a	strong	culture	(Burton	&	Peachey,	2009;	Doherty,	1997;	Judge	&	Piccolo,	2004;	Kuhnert	&	Lewis,	1987).	On	the	other	hand,	transactional	leadership	offers	a	cause	and	effect	perspective	whereas	the	leaders	are	seen	as	exchanging	resources	in	return	for	achieving	the	desires	of	the	staff	(Burton	&	Peachey,	2009;	Kuhnert	&	Lewis,	1987;	Sinclair,	Harper,	&	Segrave,	2014).	Both	types	have	proven	to	be	effective	in	prior	sport	research	in	different	areas	of	satisfaction	with	the	leader,	effort	stimulated	by	the	leader,	leader	effectiveness	and	achieving	positive	organizational	outcomes	when	it	comes	to	the	athletic	organization	(Burton	&	Peachey,	2009;	Choi,	Sagas,	Park,	&	Cunnigham,	2007;	Doherty	&	Danylchuk,	1996).	The	athletic	directors	in	this	study	determined	that	in	order	to	implement	their	culture,	they	had	to	develop	their	staff,	communicate	effectively,	set	goals	and	objectives,	and	enhance	the	university	and	community	through	their	leadership.			 As	organizational	culture	varies	across	many	athletic	departments,	there	are	a	few	essential	concepts	that	explain	how	these	cultures	are	developed.	Institutional	culture	is	
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created	by	the	mission,	standards,	control	and	affiliations	of	the	university	to	set	parameters	(Robles,	2009;	Schroeder,	2010;	Ward	&	Hux,	2008).	The	stakeholders,	fans,	boosters,	governing	bodies	like	the	NCAA	and	athletic	conferences,	and	media	can	provide	an	external	environment	for	the	culture	(Duderstadt,	2000;	Noll,	2004;	Schroeder,	2010;	Southall,	Wells,	&	Nagel,	2005;	Southall	&	Nagel,	2003).	The	internal	environment	is	based	off	of	the	institutional	culture	and	shapes	the	athletic	organization	based	on	the	history,	mission	and	athletic	traditions.	The	leadership	and	power	has	the	ability	to	manipulate	and	manage	the	interaction	of	all	of	these	elements.	When	all	of	these	things	come	together,	it	creates	a	unique	athletic	department	culture	with	staff	and	a	leader	to	manage	it	all	(Schroeder,	2010).	Implementing	the	culture	will	take	place	in	many	different	ways	but	some	trends	discovered	in	chapter	four	show	some	unique	perspectives	from	the	viewpoint	of	the	athletic	director.	Developing	Staff		 One	of	the	strongest	trends	in	implementing	the	culture	is	developing	the	staff.	Many	of	the	athletic	directors	discussed	this	idea	in	various	ways.	Beauregard	and	O’Brien	had	planned	to	surround	themselves	with	a	great	staff	from	the	beginning	and	have	been	able	to	keep	that	staff	in	place.	Additionally,	for	Beauregard,	she	has	even	been	able	to	keep	her	senior	leadership	team	together	for	twenty	years	at	Western	Michigan.	Finding	ways	to	focus	on	the	development	of	the	staff	as	professionals	and	leaders	through	weekly	or	monthly	meetings	has	been	essential	for	McCaw	and	Currie,	who	even	devotes	50%	of	his	time	to	doing	so.	Burke	says	that	you	must	align	the	organization	through	face	time,	so	that	people	understand	where	the	organization	is	going	and	what	it	is	all	about.	It	is	at	that	point	that	the	goals	of	the	organization,	or	culture,	can	be	achieved.	Cunningham	wasted	no	
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time	hearing	from	the	staff,	upon	his	arrival,	to	see	what	kind	of	culture	they	had	and	how	they	wanted	it	to	change	moving	forward.	As	a	transformational	leader,	the	athletic	director	must	find	ways	to	unify	the	organization	through	“liberating	human	potential,	developing	effective	followership,	and	building	interconnectedness”	(Hickman,	1997,	p.	2).	One	of	the	base	ideas	of	leadership	in	the	Bass	(1985)	idea	of	transformational	leadership,	is	treating	each	member	of	the	organization	based	on	their	own	needs	and	abilities,	which	is	known	as	individualized	consideration.	Doing	that	helps	develop	the	staff,	when	you	include	them	in	the	processes	like	Cunningham	did	and	spend	time	getting	to	know	them	as	Burke	found	to	be	effective.	When	coaches	were	studied,	it	was	determined	that	the	idea	of	individualized	consideration	led	to	strong,	positive	relationships	and	effectiveness	between	the	coaches	and	administrators	(Doherty,	1997;	Doherty	&	Danylchuk,	1996).	As	the	organizational	culture	is	established	and	affected	by	the	leadership	and	staff,	it	is	the	responsibility	of	the	athletic	director	to	manage	all	of	those	differing	personal	values	and	develop	the	members	to	see	the	vision	and	drive	the	organization	(Berquist,	1992;	Kuh	&	Whitt,	1988;	Rhoads	&	Tierney,	1992;	Schroeder,	2010;	Tierney,	1988;	Tierney,	2008).	In	addition	to	developing	the	staff	around	the	leader,	the	participants	explained	that	they	were	able	to	personally	develop	and	grow	through	furthering	their	people	skills	and	continually	learning.	By	talking	with	staff,	working	with	good	people,	emphasizing	teamwork,	getting	to	know	everyone	in	the	department	(including	student-athletes),	reading,	attending	professional	development	conferences	like	NACDA,	the	athletic	director	could	develop	their	own	qualities	to	make	them	an	effective	leader	and	shape	the	culture	of	the	organization.		
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Communicating	Effectively		 Communicating	to	the	athletic	department,	university	and	community	can	be	vital	in	implementing	a	culture.	Under	Bass’	(1985)	model	of	transformational	leadership,	a	category	of	inspirational	leadership	was	one	of	the	characteristics	and	it	cornered	on	the	leader’s	ability	to	convey	expectations	and	promote	the	vision	of	the	organization	(Bass,	1985;	Burton	&	Peachey,	2009;	Doherty,	1997;	Kim,	Magnusen,	Andrew,	&	Stoll,	2012).	This	would	then	promote	the	culture	through	communication.	Over	time,	those	two	categories	were	combined	to	create	a	category	of	charismatic	leadership,	since	there	lacked	a	significant	distinction	between	the	two	(Avolio,	Bass,	&	Jung,	1999;	Choi,	Sagas,	Park,	&	Cunnigham,	2007;	Kent	&	Chelladurai,	2001).	When	a	study	was	done	on	third-tier	employees	in	athletics,	Kent	and	Chelladurai	(2001)	found	that	the	idea	of	charismatic	leadership	had	an	exclusive	influence	on	the	member’s	commitment	to	the	organization.	Communicating	expectations	and	visions	brought	about	accepting	the	visions	of	the	athletic	director	and	creating	the	culture	they	are	trying	to	implement.	The	athletic	directors	in	this	study	explained	that	the	communication	with	the	staff,	university	and	community	is	key	to	developing	their	culture.	Currie	describes	it	as	THE	most	important	thing	he	is	doing	on	a	daily	basis.	Burke	uses	communication,	through	letters,	to	inform	the	president	and	university	of	the	department	goals	and	objectives	so	that	all	know	the	state	of	the	organization.	Beauregard	is	strategizing	the	communication	in	all	areas	of	the	department,	university	and	community.	Then,	McCaw	(2016)	disseminates	information	through	weekly	meetings,	since	he	believes	“Communication	skills	are	essential.”	Since	the	institutional	environment,	external	environment,	and	members	of	the	organization	are	building	blocks	for	athletic	culture,	the	communication	with	these	areas	is	a	primary	effective	strategy	in	
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building	a	strong	organizational	culture	(Duderstadt,	2000;	Noll,	2004;	Robles,	2009;	Schroeder,	2010;	Southall	&	Nagel,	2003;	Southall,	Wells,	&	Nagel,	2005;	Ward	&	Hux,	2008).		Setting	Goals	and	Objectives		 Almost	all	of	the	participants	discussed	setting	goals	and	objectives	in	some	way	as	an	effective	strategy	to	implementing	their	culture.	They	also	had	personal	missions,	philosophies	and	goals	that	they	created	for	themselves	that	would	ultimately	help	shape	the	culture	they	desired	and	how	it	would	be	implemented	in	the	department.	Presented	by	the	leader	of	the	department,	the	organizational	culture	and	goals	help	align	the	entity	(Southall,	Wells,	&	Nagel,	2005).	Burke	(2016)	reinforces	this	idea	immediately	when	asked	of	effective	strategies,	“I	think	you	need	to	align	the	organization	behind	what	you’re	trying	to	create.”	At	Purdue,	he	does	this	though	annual	objectives	and	performance	review	management	that	are	metric	driven.	Each	member	must	set	goals	and	objectives	for	the	year,	and	then	revisit	them	to	remain	on	track	with	the	organization’s	overall	mission,	vision	and	culture.	This	idea	can	also	be	achieved	through	a	strategic	plan,	something	that	most	athletic	departments	have.	Under	Baylor’s	strategic	plan,	McCaw	describes	that	there	is	a	vision	and	common	goals	with	underlying	action	plans	to	steer	the	organization	forward,	and	it	has	been	effective.	Currie	places	these	goals	and	objectives	on	pocket	cards	to	often	remind	his	staff	on	the	overall	mission	they	are	trying	to	achieve,	simply	reinforcing	the	culture	they	want	daily.	Setting	these	goals,	objectives	and	plans	allows	the	leader	and	athletic	department	to	measure	where	they	are.	Essentially,	“Taking	the	pulse	of	an	organizational	culture	within	athletics	is	a	good	way	to	track	culture	development	over	time	and	use	it	to	meet	the	external	demands	of	an	athletics	environment	and	develop	into	
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a	championship	culture”	(Bailey,	2007,	p.	116).	Cunningham	finds	that	after	developing	the	strategic	plan	early	on,	which	included	the	staff	and	their	desires	for	culture,	they	“created	mission,	vision,	values,	objectives,	measurables”	and	have	been	able	to	work	against	those	since	it	was	launched	in	2012	(Cunningham,	2016).	Now,	“Through	a	series	of	surveys	we	can	tell	whether	we	are	getting	better	or	worse	in	certain	areas	relevant	to	our	departmental	culture.	We	do	one	annual	survey	of	corporate	culture”	(Cunningham,	2016).	Burke	is	also	doing	this	through	annual	objectives	and	rolling	three-year	plans.	Setting	goals	and	objectives	helps	shape	the	culture	and	keep	everyone	on	track	towards	achieving	it.	Even	when	the	department	might	be	really	good,	they	can	still	make	sure	they	are	progressing.	Enhancing	the	University	and	Community		 Two	of	the	five	building	blocks	in	organizational	culture	for	higher	education	refers	to	how	the	culture	is	shaped	by	the	university	and	community.	The	internal	environment,	mission	of	the	university	and	academic	programs,	and	numerous	external	environments,	like	alumni	and	media,	can	affect	the	principles	that	make	up	the	university	culture	(Avolio,	Bass,	&	Jung,	1999;	Choi,	Sagas,	Park,	&	Cunnigham,	2007;	Kent	&	Chelladurai,	2001).		When	it	specifically	pertains	to	shaping	the	athletic	culture,	three	out	of	five	elements	presented	in	past	research	relate	to	the	community	and	university.	The	institutional	culture	and	internal	environment	provide	parameters	to	mold	athletics	and	influence	based	on	mission,	traditions	and	history.	Then,	the	external	environment	provides	influence	from	the	outside	due	to	alumni,	organizations	and	media,	which	can	result	in	providing	finances	(Duderstadt,	2000;	Noll,	2004;	Robles,	2009;	Schroeder,	2010;	Southall	&	Nagel,	2003;	Southall,	Wells,	&	Nagel,	2005;	Ward	&	Hux,	2008).	Therefore,	the	athletic	departments	
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need	to	find	ways	to	enhance	the	university	and	community	around	them	to	create	and	further	establish	their	culture.	All	participants	in	the	study	recognized	this	as	an	important	strategy	for	building	a	strong	organizational	culture.	As	Cunningham	(2016)	shared,	“I	firmly	believe	athletics	should	enhance	the	university,	and	the	athletic	department	is	something	that	is	a	way	to	build	a	sense	of	community,	a	sense	of	pride,	but	it	is	not	the	most	important	thing	to	the	university.”	With	Beauregard’s	(2016)	example	of	“CommUniverCity,”	there	is	evidence	to	support	that	and	the	fact	that	athletic	events	are	the	“front	porch	of	the	university.”	Through	this	event,	15,000	members	of	the	community	are	able	to	come	together	prior	to	a	football	game,	and	it	has	been	successful	for	over	twenty	years	now.	Community	service	is	another	way	to	enhance	the	constituents	around	the	department.	It	has	become	a	significant	concept	for	the	staff	and	student-athletes	at	Purdue	and	Baylor	to	the	point	where	the	student-athletes	have	taken	on	the	responsibility	to	organize	large	events	that	include	all	student-athletes	and	members	of	the	staff.	It	is	a	way	for	team	building	within	the	department	to	uphold	the	culture,	but	also	enhances	the	community.	Image	is	also	key,	when	it	comes	to	how	O’Brien’s	staff	is	viewed,	and	he	wants	them	to	be	known	as	first-class	in	the	community.		To	do	that	at	Kansas	State,	Currie	implemented	a	plan	during	his	first	60	days	on	the	job	to	get	into	the	offices	of	every	dean	on	campus.	By	doing	so,	he	was	able	to	understand	the	university	from	a	different	viewpoint.	For	many	of	the	academic	staff	members	and	university	officials,	it	was	the	first	time	an	athletic	director	had	set	foot	in	their	office.	Currie	discussed	the	typical	mindset	is	to	invite	professors	to	practice	and	show	them	athletic	facilities,	but	rarely	do	athletic	administrators	and	coaches	visit	the	academic	side.	Currie	has	taken	a	different	approach	to	enhancing	the	university	and	community	by	taking	athletics	to	the	university.	The	
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athletic	department	needs	to	be	involved	in	various	aspects	of	the	university	and	community	so	that	it	can	enhance	those	areas	to	further	shape	its	strong	organizational	culture.	
Conclusion		 As	intercollegiate	athletics	evolves,	colleges	and	universities	will	continue	to	seek	leaders	able	to	implement	a	strong	organizational	culture.	For	some	athletic	directors	who	have	been	in	the	same	department,	it	is	about	finding	ways	to	adapt	with	the	new	generation	of	student-athletes	and	young	professionals	to	continually	move	forward	towards	a	championship	culture.	This	study	provided	some	key	strategies	that	are	effective	in	building	a	strong	organizational	culture	from	leaders	who	have	demonstrated	administrative	excellence	and	the	ability	to	do	so.	Some	of	them	have	made	a	career	in	one	department,	while	others	have	moved	to	as	many	as	three	different	institutions	as	an	athletic	director.	However,	many	of	them	seem	to	agree	on	four	important	strategies:	developing	staff,	communicating	effectively,	setting	goals	and	objectives,	and	enhancing	the	university	and	community.	Not	all	of	these	things	will	be	done	exactly	the	same,	as	each	athletic	director	and	department	will	implement	these	strategies	differently,	but	they	provide	a	framework	that	others	can	follow.	In	addition	to	these	strategies,	these	leaders	in	athletics	find	ways	to	personally	and	professionally	develop	through	working	on	people	skills,	continuing	to	learn,	and	setting	personal	missions	and	goals.	The	goals	of	this	study	were	accomplished	by	determining	what	strategies	were	perceived	to	be	effective,	how	athletic	directors	are	implementing	them	within	their	own	athletic	department,	and	what	athletic	directors	do,	personally,	to	create	their	own	vision	and	proactive	behavior.	In	an	area	where	there	is	minimal	research	on	organizational	culture	from	an	athletic	
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perspective,	this	study	acted	as	an	opportunity	to	conduct	further	research	studies.	Those	ideas	are	listed	below.	Future	Research		 This	study	provided	a	good	framework	for	future	research.	As	each	athletic	department	is	unique,	this	study	could	be	furthered	by	including	more	athletic	directors	within	the	NCAA	Division	I	FBS.	While	this	would	take	more	time	and	resources,	it	would	provide	additional	unique	experiences	and	strategies	that	are	believed	to	be	effective	in	building	a	strong	organizational	culture.	In	addition,	this	study	strictly	focused	on	Division	I	FBS,	so	it	is	possible	that	these	strategies	are	not	effective	for	athletic	departments	in	other	divisions.	So	including	athletic	directors	from	Division	1	FCS,	Division	II,	Division	III,	NAIA,	etc.	could	provide	some	differing	results.	Additionally,	one	could	study	the	comparisons	or	contrasts	of	the	strategies	among	the	different	divisions,	or	even	football	vs.	non-football	schools.	In	an	attempt	to	gain	a	whole	picture	perspective,	a	case	study	approach	could	be	taken	to	include	surveys	or	interviews	from	staff	members	within	the	organization	to	determine	if	the	findings	are	similar,	and	whether	or	not	the	staff	perceives	these	strategies	to	be	effective.	Hearing	directly	from	the	athletic	directors	in	this	study	added	unique	perspectives	to	the	previous	research	and	sets	the	stage	for	more	data	to	be	collected	from	those	in	a	position	of	leadership.			
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